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This memorsndum submite recommsndations for approvel of the Deputy
Director {Support). Such recommendsations sre contained in peragreph 5.

1. PROAIRM:
To adjust the Agency's personnel strenmgth to celling.
2. FAUTS BEARING OH THE PROBLEM:

a. The ; 1 eetling for the Agency for fiscal yesrs 1556 snd
1955 i (Tab A)

{3

ahove celling of[ | Not inelulded in these stremgth flgures, but
countable for Goveroment reporting purposes, are i employees detailed
to other Federal sgencies and 10 currently sbsemt--but in pey statue--
for external training.

¢. Deputy Directors heve been requested to take action to brimg personnel
strengthis to the ceiling levels estsblished for thelr components.

3. DISCUBRION:

a. Refuction of personnel stremgth mey be sccomplished by: (s) invoking
formal refuction-in-force procedures, (b) instituting a selection-cut
progran devised to remove employees whose parfurmance is marginel or
sub-margimal, (c) sccelersted retirement of eligible persomnel, (&)
perscnnel stirition scecspanied by s drasticslly reduced ratio of
replacezments, or (e) cosbineticns of the foregoing.

b, Reduction of personnmel pursusnt to the formel Government reduction-in-

fores procedures {nvolves a relstively impersonal, rigld mechaniem which
&tmmimthummwmmma&mtm&z;ﬂsefmhmsm

veteran status end length of Federsl service. FRelstively minor weight
is alloved for quality of ewployee performance. Congequently, this

system not infrequently results in the elimimation of valusdble ewployees

pf the retention of individusls whose contribution is routine or even

\d,uﬂ)_‘)%/]'
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4.

The elimination of perscrnel whose gervice is less than setisfectory
should be s comtinuing aim of Agsucy personnel policy. It assumes
sreater significsnce vhen personnel reductions ave reguired. Mﬁc
proposale for putiing into effect procedures for a regular progranm of
ealecting out this cetegory of suployees were recemtly submitted by the
Director of Personnsl {Tsh B). The ispleamentation of these recowmsnda-
tions woulsd, of mecesgity, proceed on a deliberate pace, enf in sccoord-
ance with s series of prescribved steps. Despite the most Jullcicus
slninistration of s salection-out progran it mey ressopsbly be expected
thet stromg resistance will be developsd by the individusle sslected
oxt. Froo past soperience with lmoluntary separstions it can be sntl-
cipated that mmerocus extermal sources will intervene in behalf of the
persons dirsctly affected, sud that at least some concerm will bhe gener-
sted emong the gensral body of Apency persommel. Actordingly, it mst
be recogalzed that the quantitative effecte of & systemtic selection-
cut plan might net be imnedistely substantisl.

The Civil Service retirement provides for “discontinved service”
smmities for pereonmel involuntarily separated if (1) they mre age 50
and have completed 20 years' urvice[}mefmﬁhwm
eiviiian w(i}mﬂgvﬁ*,ﬁ have cempleted 25 years
a!'aerﬂm 5 years' civilian mendatory Accordingly, wtthmect
0 thWmWﬁmmmemmy
for such reaschs as sre in the best intavest of the Agency, regular
MmﬂtMmmmth. It is presumad that
these “accelerated retirement” separations would be under the suthority
conveyed hy Section 102{c) of the Estimmal Security ict of 15%7. Be-
couane of the aversge sge lsvel of the Agemcy's personumel (37.7 years),
this sltermmtive will probebly have limtted spplication.

The praponderant attrition susteined by the Agency (73% of sil separ-
stionz) cccurs is the 08-8 and below category. Hence, reduction of
perecnnel acoemplished solely by attrition would regquire discontinuing
& mjor portion of the Agescy's present rate of intske for such
sppointees. This rmethod would succeed in bringing the Agency streogth
into aligment with the ceiling. As shown in Tab C, Ageocy strength
WMMM&MWcﬁmﬂmmrwﬁ?ﬁm
were mmde &uying Septecber sné October 1957. Tab € also
mmmmmarmmmw appointnente wvhich could be
WmWanﬁmmmrummmmn»
ing oo sn sversge fiscal yesr employment bacis. The Agency would ex-
an scute clsricel shortage uring the rest of the fiscal year

pwrience
if this plan vere edopted. Teb D reflects the sppolotment rete which

would have to be established to malntain sn sversge empioyment rate at
the ceiling level for the fiscal ysear, on the asempption that all per-
sonnel new in clemrmnce processing (ﬂ}miagfwmlmriﬁim}

e
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1.

would b entersd on duty. I epproached in this way, tbe problem of
clarical scarcity would be largely deferred until after Decesber 1557.
Tal E presents apother alternative, nsuely to sppoint persoomel to
positions in the clerical grodes on & one-for-cpe replacement basle,
thereby necespitating o systematic forced separstion {with oo replace-
m:}mehm%msﬁan?’ammmmmatmm
of 20 persome {the normel attrition in this group 1s 64 monthly; the
total monthly ssperetion would heve to sverage 84 for G8-7's and sbove
in oxdeyr to achieve sn average osployment at the seiling level for the
entire fiscal yeur).

Sharp ortailsent or temporsry cessetion of recrultment of clerical
persoomel imvolves the denger of returning the Agency to the former
pevenuial difficulties of imedequate clerisal support. Unlike the pro-
fossional end semi-professtionsl types, recrullment of clerical employees
Mﬁtanminwmmwwmww In
the absapce of getusl sppointmente, spplicante for clerical positions
mmmmmmwmmmwxﬁea(mm
pre-peploymant investigation) during the time reguired for Ageney clear-
m Mﬁf:&mﬂ%h&nb«nmhﬁm through the

mm%mt end mx%az of clerks m.f.tizg clesr-

An sllied censldevetion 1z the effect ypon future recrulting procedures
if clerical recrultmect is halted. The characteristics of the recrult-
MW {strong relismce gom contacts develaped in local areas,
Wmﬁﬁ@t&m&nﬂwm&mw@w wources)
are such thst a considersble volume of productivity ia sacrificed until
the ferrer ground is subsequantly recovered when recruitpent Is resumed.

If Agency policy contemplates generally full staffing {(1.e., practically
ail eefiling positions filledj, it is necessary to:

{1} initiste clesrance processing oo the basis of predictable per-
scamal losses, in lleu of develcping recruitment only after
positicne sre vacant, or shout to become vecant; and

{2) 1in the caee of slerical persounel, to recognize the necessity
WMwnmhuinmwmwmmng
thelr clearance sl availability for formel aesignment %0 a
mmmmmmm

The procedures in pavagraph h.(2), sbove, involve obtaining snd using
ceiling mtharimtm to accamodate the gppointwent of persctnel for

3
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interis hire psnding clearsnce. The mmber of such suthorizations
wtilized would vary during a single yesr, since the recruitment of ;
clexks responds to considersble seesonl fluctustion (high duri i

susmer months, low winter). The present ceiling of the| 25X1
2551 A | Over apd above this sacunt. an !
25X1A sithorization for [ Jhires (total [ ] would permit the reeruftment 25X1A
of clerical personntel at s rate mufficient to etaff the bulk of the

&m*# mnsr 1ea1 positionz oo a timwely basis. On the other
hand, 1f this suthorizstion for supplementery hire of interim clerks

were to take the form of a fiscal yeer monthly strength,
25X1A then an iarvesse of [ |above the mn%um wenld be . 2BXIIA
25X1 requirves {since the sverags . Gver the 1538 ¢
25X1A - your is estizeted to be Tab F revievs the strength of L 25X

MmmMmmmmnwnf@ the currvent fiscal

J. 2s an altermative, to insure an sdsquate supply of clarical personnsl
and at the sgme tise mmintain the Apency's overall ceiling, sn intern-
ally estublished personne) limit wight be deviesé which, when combined
with a 1imit Wmmmwcmxmwm@umm
sppointmente (mmiting clearsnces) would not exceed the Agency ceiling

25X9A2 totel (). Pased on curremt experience a tetal of [ |eedling 25X1A

spaces shaulé be reserved for interim clerical sppointees 1f this plan *
ware adopted. Inherent in this slteroetive, however, are difficulties !

whizk rendsr it Lmpracticeble. Thus, 3

(1} = very sizesble block of celling positions required for regular
substantive and sypport sctivities would be used solely to
acoomodate interin agpointess; |

{2) the mmber of Dnterinm eppointments 1s subject to great sessonal
variation, and thevefore portions of much regular ceiling would
often g0 mmped; and

- {3) = ilsrge personnel reductiocn wvould have to be made to sttain the
i fnternal limit estadlished to set mu‘ plan in effect.

! k. Az a colleteral coasifleration, Agsncy pollcy governing ceiling count
‘ mmwmwnthmtmmntsaﬁm

coverell by celling limits. For emarplse, per-
aoame]. miewmg in axternal treining sctivities are oot inciuded
| under presest Agency policy in the celling count; however, in terus of
i couplying with Bureau of the Budget procedures lor ceiling cembreol it
! is necessary ic include these enployess (who are on full pay status)
f within the ceiling limit.
|
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2.

4.

Forsal refiuction-in-foree procedures should not be remcrted to in
orésr to aljust persomnel strength since this mechanism fails to

segregate cur persomnel sssete on the basis of individuals who are
most offective from those leas so.

The sdeption of = program of selection cut of mubstsndand esployees
vioss comtrilutions ave of limited value) sbould heve special prior-
tty, at the sswe time recognining that the volume of persomnel effected
will probedly not irmedistely result in the reduction reqguired to
achieve the ceiling level.

Reduction of persomnel to cetling by attriticn (and concoe
tallmant or sugpension of sppointments)} would result in a scarcity of
, ! ' ,m:ttﬂﬁmpﬂwipm:mmmtw

st the osiling level, snd additionslly there would be required the
iovoluntary separstion each manth during the rest of the fiscal yesr
of 20 puraons in 08-7 snd sbove.

£inoe the patiern of clerical personmel procurement is such that simost
ﬁlmmmmmaem“tmlwwngmw
snce processing, full staffing to the Agency's reguler ceiling suthori-
zution reguires s sgplementary suthorisstics for such imterim
processing sppointments.

That sdjuatpent of the Agency's persomnel streugth to its ceiling be

sceoppliabed as follows:

{1) Accelersted rotirement of those snmily eligidbles whoes
performence reflects dimindshing guality.

{2) sslection out of perscume]l whose pexvice is marginel or sub-
marginel in sccordance with procetures cutlived in Taeb G.

{3} aAttrition of persermel, except in the clerical categories.
{k) Persommel terminated under the foreguing categories would not

be reploced until this could be done within the ceiling
mﬁmmm;&m GW.WJE @e@!ﬁe
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SUBJRCT: Personnel Cellings

positions vacsted in sach case cap be filled by isternal
el justvents (transfers).

cles ou the baals of known and regilarly recurring twnover rates
smong the clericsl gemdes.

ivclufied and charged sgainst the Agency celling.

Acting Director of Persormmel

CORCUR

b. Authorigation be obtained from the Director for the Agency to supple-
nent 1ts regular celling with such sdditional persomnel sppointments
5X1A (ot to exveet [ |at any time or [ |on the dasis of an smpmal average
strength) sa are reguived to hold sufficlent clerical infiividusis
{during clsarence processing) for assipment €0 regulsr ceiling vacan-

¢. In ovéer %o slign Agency strangth end celling consistent with Buresa
of the Buiget requirements, all regular employess oo the payrolls of
the Agency and all military persormel assigned to the Agency will de

gt rolier Bate

' 1. X. VHTTE Tate
Deputy Director {Bupport)
; Distribution: 0&L - D/Pers w/attechments 2 - /8 /
? 1 - D/Pers Chrono {withheld) 1 - Comptroller
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